April  1987 


Vice-presidents  reassigned  new  divisions 


MAY-lt9ff7 


Dr.  Duncan  Currie 

Dr.  Robert  W.  Stewart  has  announced, 
with  the  concurrence  of  the  Board  of 
Directors,  the  reassignment  of  Dr.  Dun- 
can Currie  to  Vice-President,  Natural 
Resources;  Dr.  Ken  Babcock  to  Vice- 
President,  Energy  Resources  and  Dr. 
John  Douglas  to  Vice-President,  Ap- 


Dr.  Ken  Babcock 


be- 


plied  Sciences.  All  appointments 
came  effective  March  2. 

Dr.  Currie,  formerly  Vice-President, 
Applied  Sciences,  will  retain  his  respon- 
sibility for  University  Liaison  and  the 
Alberta-Heilongjiang  Agreement,  with 
new  responsibility  to  the  Management/ 


Erratum 

Unfortunately,  a  rather  serious  error  crept  into  the  lead  article  of  our  March 
edition  of  Newsline.  The  first  paragraph  dealt  with  a  reduction  of  positions 
as  well  as  employee  layoffs.  There  should  have  been  no  discussion  of  a 
reduction  of  positions.  Unlike  line  ministries,  the  Alberta  Research  Council 
does  not  control  by  positions  and  the  expression  "vacant  position"  has  no 
meaning  except  for  a  rather  arcane  one  in  the  Human  Resources  Depart- 
ment. The  statement  concerning  the  "recent  reduction  in  force  (of)  a  total 
of  99  positions"  is  correspondingly  meaningless.  The  correct  statement, 
which  was  included  in  the  same  paragraph,  was  that  there  were  68  employee 
layoffs. 

The  Alberta  Research  Council  is  controlled  on  the  basis  of  dollars.  Un- 
fortunately, when  available  number  of  dollars  decreased,  there  was  no 
viable  option  except  to  reduce  the  number  of  people  employed  at  the 
Research  Council. 


Robert  W. 
President 


Stewart, 


March  27,  1987 


Dr.  John  Douglas 

Professional  Staff  Association  Joint 
Committee. 

Dr.  Currie  says  we  should  welcome 
change  and  the  excitement  of  working 
with  people  in  different  subject  areas 
and  discipHnes. 

"I've  known  some  of  the  people  in 
my  new  departments  for  a  long  time  and 
have  a  great  deal  of  respect  for  their 
capabilities.  The  move  also  gives  me  the 
opportunity  to  meet  new  people  and  to 
expand  my  network  of  government  and 
industry  contacts,"  he  says. 

Dr.  Babcock,  formerly  Vice-Presi- 
dent, Natural  Resources,  has  been  of- 
ficially appointed  Vice-Chairman  of  the 
Research  Committee. 

He  has  two  goals  in  mind  as  the  new 
Vice-President  of  the  Energy  Resources 
Division. 

"I  hope  to  be  able  to  bring  about  a 
closer  working  relationship  between  the 
Coal  Research  and  Oil  Sands  Research 
Departments  so  we  can  offer  a  broader 
spectrum  of  research  services  to  in- 
dustry," he  says.  "I  also  hope  to  bring 
about  a  closer  cooperation  between  the 
continued  on  back  page 
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AN  INTERVIEW  WITH  THE  PRESIDENT 

We  are  able  to  do  things  no  other  provincial  researc 

As  Dr.  Robert  Stewart  enters  the  home  stretch  as  president  of  the  Research  Council,  he  discussed  his 
views  on  a  number  of  topics  with  Newsline.  Here  is  the  text  of  the  interview. 


Why  we  exist 

The  notion  that  research  by  itself  was 
going  to  produce  things  of  importance 
has  retreated  and  although  there  are  still 
some  people  who  would  argue  it,  it's 
not  very  widely  held  anymore.  There  is 
no  longer  much  willingness  on  the  part 
of  government  just  to  support  research 
and  say  they  believe  research  is  a  valu- 
able thing.  For  that  reason,  over  the  last 
10  years  or  so,  the  Research  Council  has 
increasingly  had  its  focus  much  more 
directed  than  it  used  to  be.  The  Re- 
search Council  has  got  to  defend  itself 
on  the  basis  of  the  kind  of  research  that 
it  does. 

And  I  think  the  Research  Council  has 
responded  very  considerably  to  that 
change  in  public  attitude  or  change  in 
government  attitude.  I  would  like  to 
argue  that  sometimes  all  of  the  research 
we  do  has  an  objective  which  is  related 
to  some  needs  of  the  province.  My  be- 
lief is  that  the  government  recognizes 
that  and  therefore  is  prepared  to  sup- 
port us. 

On  the  economic  crunch  and  its  effect 
on  the  Research  Council 

It's  very  sad  but  also  very  understand- 
able and  I  must  say  it  doesn't  surprise 
me  greatly.  Unfortunately,  in  every  jur- 
isdiction that  I  am  aware  of,  when  gov- 
ernments are  looking  for  cuts,  research 
is  one  of  the  areas  that  gets  hit  harder 
than  others.  It  has  happened  in  the 
federal  government;  all  the  fishery  and 
oceans  research  organizations  are  being 
cut  by  amounts  not  so  different  from 
ours.  Some  of  the  other  provincial 
research  organizations  have  had  much 
more  dramatic  changes.  The  National 
Research  Council  has  had  cuts  not  quite 
as  drastic  as  ours,  but  still  cuts.  So  we 
are  not  unique  by  any  means. 

Implications  for  future  development 
at  the  Research  Council 

We  are  certainly  quite  sharply  cut  in  oil 
sands  research,  not  directly  by  the 
government,  but  indirectly  because  the 
government  has  reduced  funding  to 
AOSTRA  quite  substantially  and 
AOSTRA  was  one  of  our  major  fun- 
ders.  There  was  no  way  we  were  going 
to  avoid  some  considerable  impact  of 
that.  I  am  not  quite  sure  what  the  argu- 
ments were  that  caused  the  government 
to  reduce  the  funding  to  AOSTRA  ex- 


cept maybe  some  believed  the  time  one 
would  use  research  results  has  been 
pushed  into  the  future.  A  similar  situa- 
tion exists  with  coal  liquefaction  re- 
search, which  has  had  sharp  reductions 
in  its  funding. 

I  can':  help  but  agree  with  the  argu- 
ment that  says  new  ways  of  dealing  with 
oil  sands  are  not  going  to  be  as  impor- 
tant as  we  thought  they  were  in  the  short 
term,  and  similarly,  with  coal  liquefac- 
tion. So  that  the  urgency  of  looking  at 
these  things  has  gone  off  a  bit  and  it's 
understandable  that  one  would  reduce 
the  funding  in  those  particular  areas. 

What  would  be  tragic  is  if  we  lost  our 
capability  because  it's  only  in  the  short 
term  that  this  has  gone  away.  In  the 
longer  term,  we  are  going  to  need  it  and 
we  really  do  need  to  maintain  an  ability 
to  deal  with  those  problems.  If  our 
number  of  people  is  reduced  somewhat, 
or  even  considerably,  it  doesn't  neces- 
sarily mean  we  won't  have  the  ability  to 
restore  that  research  capability  if  the  ur- 
gency increases  in  the  future,  I  am  quite 
sure  that  the  urgency  will  increase, 
either  because  of  depletion  of  conven- 
tional oil  resources  in  the  world  or  some 
political  problems  in  the  Middle  East. 

Of  course  we  have  lost  some  abilities 
and  capabilities,  but  I  don't  think  we 
have  lost  enough  in  the  oil  sands  area  to 
put  us  in  any  kind  of  desperate  situa- 
tion. What  we  have  left  is  a  very  compe- 
tent group.  They  can  be  built  on  quite 
effectively. 

It  is  not  at  all  Hke  the  situation  in  At- 
mospheric Sciences,  where  I  am  afraid 
that  we  are  very  rapidly  going  to  lose 
our  abihty  as  far  as  weather  modifica- 
tion is  concerned.  We  had  one  of  the 
strongest  groups  in  the  world  and  there 
were  certainly  possibilities  of  our  doing 
things  that  had  advantage  for  the  pro- 
vince. The  hail  problem  is  an  extraordi- 
narily difficult  one  and  whether  we 
could  make  an  impact  on  that  is  still  an 
open  question. 

I  think  we  did  have  the  capability  to 
produce  some  rain  where  it  was  desir- 
able to  produce  some  rain  and  I  was 
quite  confident  that  we  would  be  able  to 
produce  some  useful  quantities  of  snow 
in  the  mountains.  That's  gone  and  I 
think  there  is  going  to  be  some  eco- 
nomic loss  in  the  province.  It's  hard  to 
tell  just  what  the  magnitude  is  com- 
pared to  the  cost  of  the  program. 


Effects  of  downsizing 

I  try  to  look  at  the  positive  side — we 
have  had  a  cut  of  something  like  12  per 
cent,  both  in  dollars  and  in  people  and 
of  course,  it  hurts.  But  I  like  to  think  of 
the  other  88  per  cent,  which  is  still  a  tre- 
mendous capability.  We  are  able  to  do 
things  that  no  other  provincial  research 
organization  can  do. 

And  we  have  capabilities  in  Terrain 
Sciences  unmatched  in  any  other  re- 
search council.  Our  Advanced  Tech- 
nologies group  is  at  a  level  where  there  is 
nothing  to  compare  it  to  in  the  other  re- 
search organizations.  I  can  say  the  same 
about  coal — hydrocarbon  upgrading 
— there  are  some  things  going  on  there 
that  are  very  exciting  indeed. 

I  don't  like  to  limit  the  list.  We  have 
the  biotechnology  capability  which  is 
probably  the  finest  in  Canada  of  its 
kind.  I  think  one  has  to  use  words  like  et 
cetera,  because  one  could  go  on.  We 
have  a  lot  of  capability  and  there  are  a 
lot  of  things  we  can  do  that  will  have 
some  considerable  impact  on  the  pro- 
vince. 

Future  projections  for  the 
Research  Council 

It's  extremely  difficult.  I  am  sure  that 
the  budget  this  year  will  indicate  a 
deficit  which  the  government  will  not 
consider  tolerable  for  the  long  run,  and 
if  there  is  another  round  of  cuts,  I  ex- 
pect we  would  be  very  lucky  to  escape 
them. 

I  don't  think  we  are  going  to  be 
singled  out  and  it  may  be  that  even  if 
there's  another  round  of  cuts,  they  will 
be  less  severe  as  far  as  we  are  concerned, 
than  in  the  present  round.  But  in  the 
longer  term,  I  see  every  indication  that 
the  situation  will  stabilize  and  if  our 
government  funding  stabilizes,  I  think 
that  all  the  evidence  is  that  we  can  grow 
on  the  basis  of  contracts  from  other 
sources.  This  development  in  coal  with 
the  U.S.  Electric  Power  Research  In- 
stitute is  a  very  promising  one.  It  looks 
to  me  as  though  there  is  going  to  be 
some  substantial  development  in  bio- 
technology and  forest  products.  Right 
through  the  Research  Council,  you  find 
people  are  being  substantially  more  en- 
trepreneurial and  looking  for  ways  of 
attracting  other  funds  which  is  some- 
what comparable  to  the  way  other  pro- 
vincial research  organizations  behave. 


brganization  can  do  -  Dr.  Robert  W. 


Stewart 


Relationship  with  government 
departments 

We  should  be  cultivating  these  depart- 
ments to  make  sure  they  don't  reduce 
our  funding  any  more  than  they  ab- 
solutely have  to,  but  we  should  rely  on 
them  less.  We  should  be  looking  at 
other  sources  and  I  think  we  have. 

Government's  recognition  of  Research 
Council  cutbacks 

I've  been  telling  them,  Mr.  Young 
(Minister,  Research,  Technology  and 
Telecommunications,  member  of 
Board  of  Directors)  and  Mr.  Bradley 
(Chairman  of  Board)  have  been  telling 
them,  and  I  think  it  has  had  some  effect. 
We  don't  know  exactly  what  our  grant 
is  until  the  budget  comes  out,  but  the  in- 
dications I  have  is  that  the  grant  cut  is 
going  to  be  less  than  we  had  feared. 
(Comments  made  prior  to  March  20, 
budget  day.)  In  the  short  term,  that 
won't  change  anything,  because  we 
have  also  picked  up  extra  responsi- 
bility— there's  another  joint  research 
venture  we  have  been  asked  to  carry 
which  we  had  decided  we  couldn't  af- 
ford. But  in  the  longer  term,  that  will  be 
good,  because  these  extra  responsibili- 
ties will  eventually  go  away  and  we  will 
be  left  with  the  money. 

Impact  of  cuts  on  staff  morale 

I  think  morale  has  been  shaken.  Every- 
body feels  less  secure,  but  I  think  it's 


still  a  fact  that  employment  is  more  se- 
cure here  than  it  is  in  the  private  sector. 
I  don't  think  anybody  at  the  Research 
Council  should  feel  that  he  or  she  is  in 
an  especially  insecure  state.  Once  peo- 
ple accommodate  to  the  changed  situ- 
ation, there  is  no  reason  why  they 
should  be  especially  depressed  about  it. 
Our  greater  society  is  not  terribly  de- 
pressed and  they  have  less  job  security 
than  most  people  at  the  Research  Coun- 
cil. 

Re-arrangement  of  research  vice- 
presidents 

I  felt  that  there  was  a  sense  of  depres- 
sion all  over,  including  among  the  vice- 
presidents  and  I  felt  that  to  give  every- 
body a  sense  of  renewal,  it  would  be 
useful  to  do  that.  Each  of  the  vice-presi- 
dents in  Edmonton  now  has  a  major 
challenge  to  try  to  understand  his  new 
division  and  to  see  what  he  believes  the 
division  should  be  doing  and  the  way  in 
which  it  should  be  doing  it.  I  believe  you 
are  going  to  find  changes  in  all  the  divi- 
sions because  of  the  new  view  of  what's 
going  on  inside  them.  The  very  fact  that 
in  every  department  in  Edmonton,  de- 
partment heads  and  staff  are  having  to 
explain  to  the  new  vice-president  what 
their  capabilities  are,  what  their  objec- 
tives are,  will  turn  them  to  looking  to 
the  future  rather  than  the  past,  and  I 
think  that  can  only  be  healthy  for  the 
organization. 


Rating  the  Research  Council's  perfor- 
mance in  the  past  year 

That's  not  really  a  fair  thing  to  do— in 
some  ways,  it's  rating  myself.  On  a  scale 
of  one  to  10, 1  would  expect  it  would  be 
somewhere  in  the  7+  range.  There  are 
some  things  we  haven't  done  terribly 
well,  but  there  are  lots  of  things  I  think 
have  been  done  quite  well.  I  think  the 
way  in  which  we  have  absorbed  these 
cuts  has  been  very  competent  and  pro- 
fessional. We  tried,  with  some  success, 
to  indicate  to  the  people  we  had  to  let  go 
that  it's  not  their  fault  and  it's  not 
something  they  need  to  be  ashamed 
of— they  can  go  and  look  for  other 
things  to  do  in  life  and  we  wish  them 
well. 

It's  clear  that  we  have  our  financial 
reporting  situation  in  much  better  shape 
than  before.  We  understand  where  we 
are  in  a  more  complete  way.  Everybody 
I  have  talked  to  involved  in  the  budget 
exercise  we  had  this  year  said  it  was  by 
far  the  best  they  have  had  in  their  ex- 
perience at  the  Research  Council.  So 
that  part  is  working  well. 

There  are  some  really  spectacular 
successes  in  our  activity;  the  most  out- 
standing ones  are  in  biotechnology  and 
the  development  in  hydrocarbon  up- 
grading, dealing  with  outside  people  in 
both  cases. 

The  Board  of  Directors  and  its 
influence 

I  am  very  pleased  with  our  board.  We 
have  no  say  in  who  is  on  our  board — it  is 
selected  by  government  people — but  I 
can't  complain  about  that  because  of 
the  quality  of  the  people  they  have  given 
us.  The  directors  spend  a  really  im- 
pressive amount  of  time  acting  on  be- 
half of  the  Research  Council  and  in  the 
interest  of  the  Research  Council.  Peo- 
ple who  are  extremely  busy  are  willing 
to  give  us  many,  many  hours  of  their 
time. 

They  have  had  a  lot  of  influence  on 
the  way  in  which  we  think.  The  move 
towards  behaving  more  like  a  private 
sector  organization,  turning  our  atten- 
tion to  the  advancement  of  the  private 
sector,  has  been  strongly  enhanced  by 
the  Board.  Also  they  have  been  very 
hard-nosed  in  some  situations,  par- 
ticularly in  dealing  with  private  com- 
panies. They  know  more  about  the  way 
the  private  sector  works  than  most  of  us 
do  and  they  have  given  us  extremely 
valuable  guidance. 


staff  notes 

Peter  Williams  has  been  con- 
firmed in  the  position  of  Head, 
Industrial  Technologies  Depart- 
ment. 

*  *  * 

Dr.  Manoj  Kole  has  been  ap- 
pointed Acting  Head  of  the 
Biotechnology  Department. 

*  *  * 

Dr.  Ken  Babcock  has  been  named 
Chairman  of  the  Edmonton 
Research  and  Development  Park 
Authority.  One  of  the  first  pro- 
jects he  will  be  involved  with  in 
this  capacity  is  the  construction  of 
the  new  Advanced  Technologies 
Centre,  scheduled  to  begin  in  ear- 
ly spring. 

*  *  * 

Dr.  Peter  Tremaine,  Manager, 
Fundamental  Research  Section, 
Oil  Sands  Research  Department, 
has  been  chosen  as  the  1987  Sun- 
ner  Award  recipient.  The  award  is 
given  yearly  by  the  Calorimetry 
Conference  to  a  young  investi- 
gator (under  40)  in  recognition  of 
accomplishment  in  calorimetry 
and  other  aspects  of  thermody- 
namics. 

Dr.  Tremaine  will  receive  his 
award  during  the  1987  Calori- 
metry Conference  to  be  held  in 
Boulder,  Colorado,  July  26-31, 
where  he  will  present  the  award 
lecture.  The  award  consists  of  a 
plaque  and  a  $500.00  honora- 
rium, supported  by  Hart  Scien- 
tific. 

*  *  * 

Dr.  Rand  Harrison,  Manager,  Oil 
Sands  Geology  Group,  Geologi- 
cal Survey  Department,  has 
received  a  Distinguished  Service 
Award  from  the  Canadian  Society 
of  Petroleum  Geologists  for  pre- 
sentation of  outstanding  short 
courses  on  Carbonate  Reservoir 
Geology  in  1985  and  1986. 


What  lies  ahead  for  the 
Research  Council 

I  see  us  trying  hard  to  increase  the  level 
of  our  contract  research,  particularly 
contracts  with  non-government  agen- 
cies. I  think  the  mood  is  correct  for 
more  relations  with  the  federal  govern- 
ment than  has  been  typical  in  Alberta, 
and  I  expect  to  see  that  we  will  have 
more  interaction  with  the  federal  gov- 
ernment. The  ex- Atmospheric  Sciences 
Department  is  looking  for  projects  for 
which  there  may  be  federal  government 
funding.  The  Electronics  Test  Centre  is 
looking  very  closely  at  things  that  are 
essentially  federal  and  there  are  some 
federal  government  moves  that  may  at- 
tach some  of  their  activities  to  us  in  the 
future. 

Personal  agenda 

It  was  not  an  extensive  one.  The  ab- 
solutely first  thing  on  my  agenda  was 
the  Calgary  move,  and  I  guess  if  I  have 
any  long  term  impact  on  the  future  of 
the  Research  Council,  that  will  pro- 
bably be  the  most  important  single  part 
of  it.  That's  the  one  thing  I  think  might 
not  have  happened  if  I  had  not  come 
here.  We  are  no  longer  regarded  in 
Calgary  as  the  Edmonton  Research 
Council  and  I  think  that  has  been  very, 
very  positive,  so  I  don't  regret  having 
done  it. 

The  other  thing  I  enunciated  quite 
early — the  right  to  work  in  your  own 
way  on  problems  of  your  own  choosing 
— is  an  enormous  privilege  that  not 
many  people  have  earned,  and  by  and 
large,  most  people  in  this  organization 
have  not  earned  it.  That  was  one  of  the 
things  I  wanted  to  impress  upon  people 
and  to  some  very  considerable  degree,  I 
have.  People  should  recognize  that  they 
have  to  look  outside  themselves  for  the 
motivation  for  the  things  they  are  doing 
and  on  the  whole,  they  have  to  work  in 
teams.  That  wasn't  a  new  idea  at  the 
Research  Council,  but  I  think  I  accen- 
tuated it.  It  was  certainly  on  my  agenda 
and  increasingly,  the  interaction  with 
the  private  sector  was  part  of  my  agen- 
da, and  that's  happened  too. 

Other  things  have  developed  that 
have  made  a  significant  difference  and  I 
have  mostly  supported  those  that  were 
present  within  the  Research  Council. 
The  decision  on  the  Advanced  Tech- 
nologies Department  was  something,  in 
particular,  that  Gary  Martin  was  driv- 
ing very  hard,  and  I  ultimately  backed 
him  and  we  did  it.  When  I  arrived  here 
there  seemed  to  be  endless  discussions 
on  forming  Advanced  Technologies 
and  Gary,  who  was  on  the  Research 
Committee,  pressed  for  a  decision  to  be 


made.  The  change  in  our  financial  ar- 
rangements, from  program  minus  reve- 
nue equals  grant,  to  grant  plus  revenue 
equals  program,  was  one  being  driven 
very  hard  by  Ken  Babcock  which  I  sup- 
ported and  we  got  it  done,  and  that  has 
made  a  big  difference  in  the  way  in 
which  we  are  going  to  operate  in  the 
future.  How  we  charge  people  for  our 
overhead  and  keeping  our  overhead  ex- 
penditures under  control  was  some- 
thing Bob  Green  feh  strongly  about  and 
I  supported  him  because  he  is  right. 

I've  said  many  times  that  in  any  job 
like  mine,  by  far  the  biggest  job  you 
have  is  what  I  call  marriage  counsel- 
ling— trying  to  get  people  to  work  to- 
gether. It's  a  very  central  part  of  any 
senior  management  job  and  that's  been 
the  situation  here.  I  don't  know  if  we 
are  now  (any  different  from  any  other 
organization)  but  it  certainly  was  when 
I  arrived. 

Message  for  the  new  president 

I  will  concentrate  on  telling  him  (Dr. 
Bowman)  details— I  don't  hav  to  tell 
him  about  the  generalities  because  he 
knows  the  organization  so  well.  A  lot  of 
my  interaction  with  him  will  be  to  go 
down  to  the  people  level  and  indicate 
where  the  interpersonal  relations  are 
good  or  where  they  are  not  and  what,  in 
my  opinion,  certain  individuals  are 
capable  of  and  that  sort  of  thing.  I  think 
his  philosophy  of  what  the  place  should 
do  is  very  similar  to  mine,  so  I  don't  ex- 
pect any  huge  changes. 

Message  for  staff 

Their  function  is  to  serve  the  people  of 
this  province.  If  they  are  visibly  doing 
that  so  people  who  encounter  the  Re- 
search Council  recognize  what  we  are 
doing,  and  that  we  are  succeeding,  the 
long  term  future  of  the  Research  Coun- 
cil is  very  promising.  As  long  as  the  peo- 
ple feel  we  are  doing  a  solid  job  in  work- 
ing for  their  interests,  the  government 
will  also  feel  that  way  and  continue  to 
support  the  organization. 

Looking  back  in  the  future 

I  will  remember  a  lot  of  people, 
remember  a  lot  of  interactions — some 
of  which  I  can  only  describe  as  stimula- 
ting without  being  terribly  pleasant,  but 
others  have  been  very  pleasant  indeed. 
A  lot  of  people  are  really  very  dedicated 
to  their  jobs  and  try  to  do  things  for  the 
province  as  they  see  they  should  be 
done.  One  can't  help  but  remember  the 
sheer  size,  weight  and  capability  of  the 
place,  which  is  pretty  impressive 
because  it  is  one  of  the  major  research 
facilities  in  North  America. 


Employee  changes 

We  welcome  to  the  Research 
Council:  Carmen  Locke,  Com- 
munications Coordinator,  Public 
Relations;  Benny  Lui,  Applica- 
tions Programmer,  Computing. 


Performance  appraisal  policy  revised 


A  numbered  rating  will  not  be  the  end 
result  of  your  performance  review  this 
year.  Nor  will  the  results  of  your  perfor- 
mance review  be  the  sole  factor  deter- 
mining merit  pay. 

Wolf  Gut,  Supervisor,  Manpower 
Development,  Human  Resources  De- 
partment, describes  the  changes  to  our 
current  appraisal  policy.  They  include: 

1 .  Removal  of  the  current  rating  system 
from  the  policy  and  dropping  the  re- 
quirement for  managers  to  reach  an 
overall  quantitative  rating  for  in- 
dividual performance.  This  will 
eliminate  the  current  conflict  caused 
by  arbitrary  quotas  on  performance, 
facilitating  more  qualitative  feed- 
back at  appraisal  interviews. 

2.  Developing  criteria  reflecting  the 
values  of  the  Research  Council,  divi- 
sions and  departments  and  providing 
feedback  to  staff  on  how  well  they 
are  doing  in  these  areas. 

3.  Ranking  staff  in  their  respective 
departments  relative  to  whether  they 
are  equal  to,  better  or  worse  than 
most  others  in  areas  considered  rele- 
vant, using  the  criteria  established. 

4.  Distributing  merit  pay  according  to 
this  ranking  and  having  department 
heads  explain  this  decision  to  em- 
ployees at  a  second  interview  sepa- 
rate from  the  performance  appraisal 
review. 

Wolf  explains  why  the  changes  were 
necessary. 

"There  has  been  some  confusion 
about  the  purpose  of  performance  ap- 
praisals. This  resulted  from  linking 
rating  levels,  designed  for  recognizing 
individual  performance  results,  with  a 
forced  ranking  system,  which  relied  on 
arbitrary  quotas  and  the  comparison  of 
performance  results  across  many  pro- 
fessionals to  distribute  a  finite  amount 
of  merit  pay. 

"Performance  appraisals  may  serve 
several  purposes  and  different  organi- 
zations will  emphasize  some  over 
others.  Improving  performance,  pro- 
viding recognition,  maintaining  a  writ- 
ten record  and  pay  determination  are 
only  some. 

"It  might  be  argued  that  giving 
employees  feedback  on  how  well  they 
are  doing  in  the  eyes  of  the  organization 
is  one  of  the  most  important  functions 
of  the  performance  appraisal. 

"A  performance  appraisal  then, 
should  entail  a  discussion  between 
supervisor  and  employee  of  how  perfor- 
mance objectives  were  or  were  not  met 


according  to  pre-established  measure- 
ment criteria  or  job  standards  and  how 
future  performance  could  be  improved. 
This  in  itself  is  a  challenging  task  given 
the  difficulty  of  setting  up  appropriate 
measurement  criteria  and  being  fully 
knowledgeable  of  all  relevant  perfor- 
mance data  over  a  12  month  period. 

"In  an  objectives-based  appraisal 
system,  rating  employees  is  based  on  the 
objectives  and  job  standards  estab- 
lished for  each  individual.  In  a  research 
environment  this  process  is  quite  com- 
plicated due  to  the  uncertainty  of  re- 
search results.  This  process  also  makes 
comparisons  of  different  employees' 
results  difficult,  if  not  impossible,  due 
to  the  lack  of  similarity  in  work,  objec- 
tives and  standards,"  he  says. 

Wolf  says  managers  frequently  end 
up  rating  a  large  number  of  employees 
in  the  upper  rating  categories  using  this 
process.  Partly  in  response  to  this  ten- 
dency and  the  inevitable  inconsistency 
in  the  ratings,  when  done  by  more  than 
one  person,  organizations  place  Umits 
on  the  number  of  staff  who  can  be  rated 
in  the  upper  levels. 

"As  soon  as  such  a  limit  is  set,  new 
criteria  begin  to  be  used  that  stop  hav- 
ing anything  to  do  with  individual  per- 
formance and  everything  to  do  with 
how  staff  compare  to  one  another,"  he 
says. 

"These  criteria  have  varied  by  de- 


In  an  effort  to  remove  what  has  been 
viewed  as  a  disincentive  to  good 
management,  changes  have  been  made 
to  make  financial  procedures  more  flex- 
ible. 

Now  overexpenditures  will  automati- 
cally carry  forward  into  the  next  fiscal 
year  unless  specifically  relieved.  Like- 
wise, when  budgets  are  underspent,  ap- 
proval may  be  given  to  carry  them  for- 
ward. 

Dr.  Robert  Green,  Vice-President, 
Operations,  explains  that  under  the  old 
system,  money  was  taken  out  of  the  cor- 
porate reserves  to  assist  departments 
with  overexpenditures.  This  depleted 
corporate  reserves  and  made  it  impos- 
sible to  let  other  departments  carry  over 
surpluses. 

"Managers  who  underspent  were  not 


partment  and  employee  group  and  have 
included  such  things  as  technical  excel- 
lence, originality,  initiative,  effort  and 
relevance.  These  criteria  were  not 
always  clearly  communicated. 

"As  a  result  of  this  secondary  process 
of  ranking,  the  ratings  tended  to  be 
more  a  reflection  of  the  ranking  process 
than  individual  performance  results, 
although  production  was  itself  one  of 
the  criteria  used. 

"Now,  employees  will  have  a  perfor- 
mance review  to  tell  them  how  they  did 
relative  to  what  was  expected  of  them 
and  a  separate,  ranking  interview  to 
give  them  feedback  on  how  they  did 
relative  to  others  at  their  level.  The  se- 
cond interview  will  form  the  basis  of 
merit  pay  decisions." 

The  development  of  criteria  will  be 
the  subject  of  an  Alberta  Research 
Council  Task  Force,  which  expects  to 
get  input  from  managers  and  employees 
alike.  This  year's  evaluation  process 
will  Ukely  involve  a  transition  to  the  new 
system. 

Wolf  stresses  that  no  system  of  per- 
formance appraisal  is  perfect  and  that 
organizations  must  continue  to  adapt 
them  to  their  needs  and  changing 
environment. 

"With  increasing  skill  level  of  ap- 
praisors  and  greater  understanding  of 
the  process,  the  appraisal  experience 
should  be  more  satisfactory." 


rewarded  and  managers  who  overspent 
were  not  queried,"  he  says.  "The  new 
system  should  provide  an  incentive  for 
more  accurate  management  of 
budgets." 

Along  with  this  decision,  the  Re- 
search Council  has  reviewed  its  policy  in 
regard  to  revenues  from  industrial 
overhead. 

"We  had  considered  taking  part  of 
industrial  overhead  revenues  to  re- 
plenish corporate  reserves,  but  have  re- 
considered," Dr.  Green  says.  "All  in- 
dustrial overhead  will  remain  with  the 
departments  as  an  incentive  to  obtain 
more  industrial  contracts.  However, 
none  of  the  projected  industrial  over- 
head will  be  underwritten  by  the  Re- 
search Council  as  it  was  in  the  previous 
fiscal  year." 


Financial  procedures  change: 
deficits  to  be  carried  forward 


Smoking  areas  designated 

As  part  of  a  continuing  review  of  the  survey  in  January/February  1987  to 
smoking  policy,  approved  last  fall,  the  determine  which  locations  could  be 
Occupational  Health  Unit  conducted  a    designated  smoking  in  the  southeast 
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Vice-presidents 


continued  from  page  I 


Energy  Resources  Division  and  the 
Natural  Resources  Division." 

Dr.  Douglas,  formerly  Vice- 
President,  Energy  Resources,  will  now 
also  be  responsible  for  business  de- 
velopment and  marketing. 

While  not  a  new  area,  Dr.  Douglas 
believes  that  giving  the  business 
development  and  marketing  functions 
administrative  recognition  is  a  positive 
step  in  recognizing  their  importance  to 
the  Research  Council's  overall  ac- 
tivities. 

"Business  development  and  mar- 
keting activities  will  give  us  some 
measure  of  the  usefulness  of  our  work 
to  the  industry  we  serve,"  he  says. 

Of  his  primary  new  responsibility. 
Dr.  Douglas  says,  "I'm  very  excited 
about  working  with  a  new  division,  par- 
ticularly in  the  area  of  biotechnology, 
as  it  is  a  young  science." 


All  vice-presidents  agree  the  reor- 
ganization is  positive  for  both  the  indi- 
vidual and  the  Research  Council  over- 
all. 

Dr.  Douglas  sums  up  the  prevailing 
mood  when  he  says,  "it  provides  the 
organization  with  new  approaches, 
ideas  and  perspectives  on  how  the  divi- 
sions should  be  run.  The  individuals  in- 
volved benefit  from  the  stimulus  of  a 
new  challenge  and  the  excitement 
created  by  dealing  with  new  situations 
and  problems." 

The  vice-presidents  will  not  retain 
decision-making  responsibility  for  their 
former  divisions,  but  will  be  available 
for  consultation  or  to  provide  historical 
information  with  respect  to  their  for- 
mer duties. 


Edmonton  site.  Other  Alberta  Research 
Council  sites  will  be  surveyed  in  the  near 
future. 

The  following  space  has  been  desig- 
nated for  smoking  at  the  southeast  Ed- 
monton site  of  the  Alberta  Research 
Council: 

1.  east  side  of  the  auditorium  (spine 
Fl-1), 

2.  corridor  between  the  Gasoline  and 
Oil  Testing  Laboratory  and  Biotech- 
nology (spine  Dl-1), 

3.  30  per  cent  of  the  tables  in  the  cafe- 
teria, west  section  (between  posts), 

4.  meeting  area,  2nd  floor  outside  west 
lab  (adjacent  spine  D2-55). 

Bill  Cherpeta,  Vice-President,  Fi- 
nance and  Administration  says  the  plan 
can  only  work  with  the  full  cooperation 
of  staff.  "All  staff  are  solicited  to  make 
this  policy  a  success,"  he  says. 

Signs  will  be  posted  in  the  designated 
smoking  areas  indicating  "smoking 
permitted  in  this  area  only". 

Appropriate  signage  or  display  no- 
tices will  also  be  posted  at  the  front  re- 
ception desk,  the  security/staff  en- 
trance and  in  shipping  and  receiving,  in- 
dicating "the  Alberta  Research  Council 
has  a  Smoking  Policy  in  effect  and 
smoking  is  permitted  in  designated 
locations  only". 

Single  occupancy,  enclosed  offices 
may  be  designated  smoking  at  the  wish 
of  the  occupant  as  long  as  it  does  not 
become  a  problem  for  others  around 
them. 

Third  presentation  in 
speaker  series 

Dr.  Mike  Boorman,  Head,  Chemistry 
Department,  University  of  Calgary, 
will  give  a  presentation  on  "Some 
Studies  of  Hydrotreating  Catalysis" 
April  15  at  9  a.m.  in  the  Alberta  Re- 
search Council's  southeast  site  audi- 
torium. The  speaker  series,  organized 
by  the  AOSTRA/University  Working 
Party,  was  designed  to  bring  distin- 
guished researchers  from  the  AOSTRA/ 
University  program  to  the  Research 
Council  to  discuss  their  work  and  meet 
their  Research  Council  colleagues. 


